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IN TRODUCTION

The International City/CountyManagement Association (ICMA) offers a program for local
government leaders to work with cities and counties across the nation to provide innovative solutions
to practical challengedacing urban, suburban, and ®alr communities.Leadership ICMA is a
compettive, intensive tweyear ICMAprogram designed to cultivate key competencies needed for
successful leadership at all levels of local government managetmeddnuary, the 2016eadership
ICMAclass came togethetio select fourpeer consulting projects thaeverage theirprofessional
knowledge and experience$he citieselected bythe Leadership ICMRroject Teara are Andover,
Massachusettst-ort Lauderdale, Florida; Storm Lake, lowa; and Fort Collins, Calditzelédndover
Project Team namethe project, IMAGINANDOVER

scope of work

TheTown ofAndoverasked theProject Teanto providefresh insghts and candidadviceto evaluate
the Downtown areaand make recommendations for revitalizatiorhe work produciown officials
sought wasa ccomprehensiveplaybook of best practice recommendatiorfecusing on a sense of
place and destinationWhat makes @reatdestination downtownA sense of place favho? What
assets des Andover have to leverage? What defirmesl distinguishes Downtown Andoverhe
ProjectTeam set out to answer these questions and more.

Areas of emphasis include:
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Opportunities to create a sense of place

Options to maximiz@otential of existing amenities

Recommendations on complementary uses

Creative opportunities to build community

Identification of signature events

Analysis of business inventory

Strategies to attracvisitors
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The AndoveProject Teananalyzel the exstingDowntown, identified best practiceboth regionally
and nationally andprepared recommendations on enhancing the vibrancthefDowntownarea




Introducing our

project team

ThelIMAGINFANDOVERroject Teantonsists of the following four membeo$ the Leadership ICMA
Class of 2016.

® University of Southern California and a BaghBlI a
-( [h from Syracuse University.

Lunda Asmani, CPE@ the Assistant City Manager@ity ofNewton, Kansas
GKSNBE KS Aa NBalLkRyaAofS F2NJ GKS
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in Public Administration from Wichita State University, as well as Gradu
Certificates in Public Finance and Economic Development also from Wic
State University. Lunda is an active member of Government Finance Offi
Association, servingrmothe Treasury and Investment Management Committe
and is Past President of Kansas Government Finance Officers Association

Rosylen Oglesbys the Assistant City Managén the City of Portsmouth,
Virginia where she is responsible for the Managem®atvices Division and
provides executive level support to the City Manadier focus is on providing
expert research on various subject matters and Heglel analysis services for
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is currently pursuing the Certified Public Manager designation from Geo
Mason University.

Emilie Smithis the Assistant City Manager in the City of Sunrise, Blovitere
she is responsible for Finance, Human Resources, IT, anBdSceie. She
previously held the positions of Budget Manager in the City of Fort Lauderd
and Public RelationBirectorand Assistant to the City Manager in the City @
Lauderdale Lak€s 9 YA f AS SIFNYySR | al aidSND3
FYyR | . FOKSf 2NDa 5 ko NBnS NokaySoufh&astérrt
University. She is eertified Lean Six Sigma Black Belt and has completed

% N ..'i m course work towards her Ph.D. in Educationaldegship.

Dan Weinheimers the Deputy CountyManager inRoutt County Colorado
and has direct oversight of Planning, Building and Environmental Health w
also providing project and administrative support to the County Manager a
CommissionersPrevious employment includes serving Rslicy and Project
Manager in Fort Collinspldrado, and Administrative Analyst for San Marcos
California 5y SFNYSR | al aG6SNRa&a 5S3INBS
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executive summary

¥ safe, attractive and familfriendly. Andover is

Andover officials requested assistance fronthe
Leadership ICMA program to conduct pee
consulting and research in order to offer a

G 02 YLINBKSY a A @@prised df ddic 2
that Town officials and communityartners could
undertake torevitalizeDowntown Andover.

A sense of place and destination is subjectixen
that what draws one persoto an areamay not be

attractive to another. In conducting field research in

Andover, it wasapparent to theProject Teanthat
the target audience forthe comprehensive
playbook is Andover residents and perhaps
regional visitors This perspectiveprovided the
framework for identifying the appropriate
recommendationsfor revitalizing Downtown and

y engaging Andover residents and business owners,

Residents live in Andover because the community

fortunate to have national name recognition
Residentsexpressedh desire for more ameniteeand
experiencesn the Downtown. Town esidentsare
filled with community pride anccommitted to the
long term success of Andovehereforeit is hoped
that this documenwill helpto underscore the need
for continuing the existing plansvhile prioritizing
new innovative approaches to capitalize on
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The Project Teamwas engaged by the Town in
January 2016 The Team named the project
IMAGINEANDOVER at an initial brainstorming
session and that concept of imagining theure of
Andoverresonatedwith residents. The intent of the
slogan is tanvite residents to contribute their ideas
andeffortstowardsbuildinga betterDowntownand
embradng the numerouspossibilitiesfor the future
of the Town of Andover

The followng pages includeinnovative ideas
synthesized into a comprehensive playbook fo
review, analysis, and considerationThere are
twenty-seven recommendations in total for the

Town of Andover to consider as part of their efforts

to revitalize Downtown.
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sum mary of recommendations

categorized by level of difficulty

Tvpe Title of Description Level of Page
yp Recommendation P Difficulty Number
Level of Difficulty to Implement Easy
Easy
BUSINESS Business Strategies Consider staying opelater and on the
: in Downtown weekends to cater to working residents an Short to 20
Community Andover visitors. Medium-term
time frame
_ o Easy
BUSINESS Improve the website for communication,
Communit Website Revamp marketing, and economic development Shat to 23
y purposes is imperative. Mediumterm
time frame
Easy
Busines_s Engalgemenf[ in Increase presence on sociall media includi Short to 24
Community Social Media Facebook and Twitter. Mediumterm
time frame
_ _ Easy
BUSINESS Include special events foubkinesses to
Community| EVENts for Businesse  participate in such as ribbon cuttings, a Short to 25
y Business Expo, or a Taste of the Town.| Mediumterm
time frame
. , Easy
: 9aulofAaK I 52¢gyid2
Business | Downtown Clean : . Short to
Communit Team provide a clean, safe and welcoming _ 26
y environment in Downtown. Medium-term
time frame
Easy
Community Embrace public art and liberate Main Stree
Amenities | ATt in Public Places|  to allow and encourage businesses to Short to 32
incorporate art in public spaces. Medium-term
time frame
o ' . i Easy
Gommunity GCAYR [ 2 SSQSFEL‘] i GC)\VR. | =0 Short to
Amenities | | y R2 B S NE and use it as a way to attract residents an . 34
men : visitors to Downtown. Medium-term
time frame
o Easy
Blglglrng Embracg Embrace mcemaking, to include funding an Short to 43
Community Placemaking the encouragement of creativity. Mediumterm
time frame
o A . L Easy
Building Engaging Youth 'OuA@gSte Sy3alF3asS uKS
Our a%dgsgniors adults to ensure that all segments of the Short to 47
Community populationparticipate in shaping the future M(_edlum-term
time frame




summary of recommendations

continued
Tvpe Title of Description Level of Page
yp Recommendation P Difficulty Number
Level of Difficulty to Implement Easy
Easy
Building Technical Assistance Apply for a technical assistance grant fron
Our E B e the State of Massachusetts to assist with ~ Short to 50
Commurity g Downtown revitalization. Medium-term
time frame
Id C h =5
Building omprehensive : : .
ou” | Brand Srteqy 0 | "o e Toun ameanga | oo | sy
Community| Market Andover P g 9y Medium-term
time frame
Easy
Building Embracing Create opportunities to share the history ar]
Our Community History | culture of Andover though Town programs, Short to 53
Community and Culture tours, and smart phone applications. Medium-term
time frame

Level of Difficulty to Implement Moderate

. . Moderate
Business | Imorove the Business Develop a retail and restaurant recruitmen .
: pre N strategy to enlance the business mix Medium to 18
Community|  Mix Downtown e Longterm time
frame
Sponsor the creation of a dedicated Cham ~ Moderate
Business Chamber of of Commerce to support local businesses  nedium to 22
Community Commerce through education, information, and Longterm time
networking. frame
_ o Moderate
Communit Create active spaces by dedicating space .
Amenitieg Active spaces offering attractions, activities, and amenitie ~ Medium to 29
for families and visitors of all ages. | Longterm time
frame
L. . Moderate
GCommunity | Percent for Public A I t. S NHOE Medium to
Amenities Art Program to generate funds to incorporate art . 30
in public spaces. Longterm time
frame
_ Moderate
Communit Open Space, Focus attentin on open space and _
Amenitie;’ Recreation, and | recreational activities that engage residen{ ~Medium to 38
Trails and encourage visitors to access open spa( Longterm time
frame
Moderate
Communit Signage and Create friendly and consistent navigationa
Amenitieg W% fi?\din signs to ifiorm visitors of the surrounding Short to 40
Y g area amenities and strategic locations. | Mediunterm
time frame




summary of recommendations

continued
Tvpe Title of Description Level of Page
yp Recommendation P Difficulty Number
Level of Difficultyto Implement- Moderate
Moderate
Comml_Jr_ﬂty Parking Stu'dy Implement the recpmmendations from Short to a1
Amenities Implementation the Parking Study. Mediumterm
time frame
- _ Moderate
Building Implement arobustspecial events program _
Our Special Events | to include a signature event that showcasg ~ Medium to 42
Community Town amenities. Longterm time
frame
» X g Moderate
Building . Create gathering spaces downtown to _
Our Creatse (jsét;enng facilitate community engagement and dray ~ Medium to 46
Community P residents Downtown. Longterm time

frame

Level of Difficulty to Implement Difficult

Develop a Business Improvement Distric Difficult
BUSINESS Business (BID) for Downtown Andover .
Communit Improvement Districtf  wherebusinessegay an additional tax, Medium to 21
y (BID) assessmen®r levy in order to fund projects Longterm time
within the district'sboundaries. frame
Create a comprehensive plan for Downtow Difficult
: Create a Downtown . . S .
Community Planfor to identify a vision for the next fivgears, the|  pedium to o8
Amenities IMAGINANDOVER timeline for completion, and the estimated | ongterm time
cost for each element of the plan. frame
Seek development in thBowntown corridor Difficult
Communit Utilize Transit that includes nixed-use residential and .
Amenitieg Oriented commercial property in close proximity to tf ~ Medium to 35
Development (TOD)| transit station to encourage the use of the| Longterm time
¢26yQa ljdzt f A& Lidz frame
Difficult
Community | 2 K| u Qa b S Redevdop the Mill District and the sl o 36
Amenities District? surrounding neighborhoods. Longterm time
frame
Collaborate to develop a comprehensive Difficult
Comml_mity Riverwalk AIong the RiverwalkPlan and design_guidelines to Medium to 37
Amenities | Shawsheen River | complement the lardl based improvements | | ongterm time
and redevelopment planned for the area. frame
- Utilize the Local Initiative Program to Difficult
Building N .
our Local Initiative work with developesto create affordable Medium to 49
Community Program- Housing housingfor young adults and those Longterm time
interestedin downsiing. frame




andover , massachusetts

Andover was originally settled in 1636 under
the Native American name of Cochichawicke,
a local waterway. Thecommunity was
incorporated in 1646 as the Town of Andover,
named after a town in England where many of
its settlers hadoriginated This long history
provides a source 6 local pride. With more
than 370years of history, Andover residents
have played a p& in important events in
American history from preevolutionary times

to present.

DEMOGRAPHICS

Andover is home to approximately 33,000
residentsliving within 32.1 square miledt is
located in Essex County in tiMortheastern
part of Massachusettapproximately 23 miles
north of Boston. Located on the banks of the
Merrimack River, Andover is bordered on the
North by the cities of Lawrence and Methuen,
on the east by thdown of North Andover, on
the south by thetowns of North Reading and
Wilmington, and on the west by th@&wns of
Tewksbury and Dracut.

Andover is situated along the Merrimack and
ShawsheenRvers and through decades of
work by dedicated community members a
recreational hub for the regianThe Town
offers a significantamount of preserved open
space and river access for canoeikgyaking
and other outdoor activities

- community profile

Many residentsdescribed coming to Andover
to raise a family because of the quality 61K
education and community safetyhe Town of
Andover ranked 37 of 4Bwealthiest zip codes

in MassachusettsA 2012 estimateeportsthe
median income for a household was $118,324
and the median family income was $144,685.
Per capita income was $53,378 and 4.2% of the
population was below the povertevel

EMPLOYMENT

Andover residents are wed#ducated and
manycommute towork in the Greater Boston
areaon a daily basid.ocally, here area mixof
hightech, professional services,
manufacturing, and service jobs In
considering strategies for Downtown Andover,
the Teamlooked atexistingassets andiow to
leveragethem to meet future needs of the
residents.

TRANSPORTATION

The Town is located at the intersection of
Interstates 93 and 49%nd has multi-modal
transportation options thatafford residents
easy access to reignal destinations. The
community is served by the Massachusetts
Bay Transportation Authoritlight rail which
provides access to Downtown Boston and
Logan International Airport among other
destinations. The Merrimack Valley Regional
Transit Authorityprovides a bus systerthat
connecs neighboring communities and a
weekday bus to Boston.

In town, there is also a publicly available

transportation service offered by Y R2 S N &

Elder Services Division  providing
transportation to medical appointments, for
grocery shopping, and to local programs and
services.




EDUCATION

The Andover Public School Districas six
elementary schools, three middle schools, and
a high schoal The District is highly regarded
within Massachusetts with a higberforming
acacemic curriculum. The HighSchool
studentsareO2 YYA GG SR (2
future as evidenced by theiparticipation in
activitiessuch asAndover Tomorrow and the

Shawsheen River Greenway.
L o

Phillips Academylocated in Andover was
founded in 170 and is perhaps thetop co
educational independent preparatory high
schoolin the United StatesThe school has
more thanl1,000studentsand serves boarding
and day studentsPhillips Academys known
for its rigorous academic prograamdis home
to the AddisonGallery of American Art, a
museum of more than 16,000 pieces of
artwork from the 18" century to present. The
collection is valuedt over $1 billion and the
museum hosts 142 exhibitsand eventseach
yearwhich areopen to the public

Merrimack Colleg is also located nearby in

North Andover and hosts more than 3,700
students. Over 75% of these students reside
on campus.

ASSETS

Location

Boston isa 30-minute drive and offersa ¢big
OrG et S EfadS Mdsé yidieSested
Neighboring communities offershopping
opportunitiesincludinghardwareand grocery
stores, butcher shops, and unique gsthops
that are not availablen Andover. Experiential
consumer activities like movies or mall
shoppingdo notexistin Andover.

| YR2@OSNI A& | dhatisknbwn RS A& G A
worldwide, and because of Phillips Academy
and Merrimack Colleg¢here s high visitation
to the area. These visits offer an opportunity
for the Town toshowcaséowntown activities

(i K § Aahtkedpisitvrsiafukning O &

Visionary
Over the years, e Town of Andover has

embarked upon numerousplanning and
assessmenproces®s to develop a visioand

a direction forthe future of the Town. These
processes have resulted in reports such as the
a = A a X £Zgmmittee Reportthe Andover
ResidentsSurveythe Economic Development
SelfAssessment Repothe 2012 Master Plan,
and the recent Downtown Andover Parking
Study. These reports are excellent resources
and provide a blueprint foiTown staff and
NB & A Rs¥afafia @lanninggoals for an
attractive, vilvant, and thriving Downtown.
Implementing these plans is critical tong
term success.

Community Involvement

Communiy members are prideful of the
Town, ther history, and the culture. Thereis
abundant access to naturend presened
natural spaces throughout the Town.
Educational assets in Andovand the region
contribute to the quality of life and

opportunity for growth CQultural amenities
include the Andover Historical Centégdison
Gallery of American Art (Phillips Academy),
peofmances

numerous lectures, and

educational events.

Andover, MA Old ToWn Hall




Busines#\ssets

Business sectorgn Andoverinclude strong
technology and medical sectof®cused on
researchdevelopment andproduction. Thee

diverse assetshelp sustain the community
economically however, because of their

geographic distance from Downtowthey do

not directy impact the projectarea.

Infrastructure

The Old Town Halk centrally located and
offers an opportunity forthe Townto achiee
its vision for aDowntown destination. The
spaceshould becorsideredas acommunity
gathering placesuch as ma independent
theater, community marketplacea pub, or a
piano bar with live music for tHecal residents
to enjoy.

Andover is similar to mangther townswith
the challenges ofdevelopment Growth in
Downtown is inevitable as the planned
redevelopment ofthe Town Yard and the
historic mills is undertakenTo meet the
anticipated future needs of Andoveiown
officials must support residential growth with
experiences and amenities.

CHALLENGES

The Project Team utilized techniques

developed by Peter Kageyama and described
[, 20kt 2 F

in his book& C2 NJ G KS
anecdotes and examples afhat residents

loved about the place and what vision that

they had for the future of their community.

Duringboth site visits, thd’rojectTeam noted
theO2YYdzy A& Qa
2F ROy OAyYy3

it is important to considerapproaches to
revitalizationthat are equallyfiscally pudent
and inspirational

Despite itsyouth, the community has not
promoted the Downtown area as a center of
commerceor an active destinatiorDuring the
site visits, the ProjecTeam recognized that
Downtown Andover is lackingetail shopping
opportunities anddoes not offer the variety of
experiences oamenitiesthat can be foundn
neighboring citiesResidents

are accustomed toraveling to other areasor
shopping dining, and entertainment. This is
effectively limiting the potential fosuccessn
Iy R 2 DSNRDWN.

night where there are things to
do after 6:00 pm. In fact, 70%
of all consumer retall
spending, including that of
visitors, now takes place
RdzNA y 3

-The 20 Ingredients of an
OutstandingDestination

Many of the businesseson Main Street are

professional services (accountants, lawyers

and bank offices) that aneot openafter 5 pm

during the week and closed on weekends.

Some buildings have unoccupied spas®sch
can bean econanic indicatorof distress. This
combination oflimited hours and vacancies
can reinforce to residents that their
Downtown does not cater to their needs.

The Town shoulgbartner with the Economic
Development Council andther interested
busihess'stB dndlertake a study of the factors
relating to Downtown vacancy rates
Subsequently, this study m&ycusDowntown
business recruitmenon specific tenant types
or business sectorst should bea priority to fill
storefronts with businesses that will attract

T 2 Qldwils 2 Y visiterSat VRrfoys Itinyfe® bflthe dagind keep
0 Wigh this 2 & ytie#nin Ahdobel &
perspective, the Project Team determined that
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The annualTown Meeting is anopportunity
for the Town toseek approvafor new ideas
and funding. Residentsstated that it often
takes twoto three yearsfor a new concept to
be approved athe Town Meeting This can
make itchallenging to move projects forward
as the excitement and momentum can be lost
from year to yearTheProjectTeam observed
the successful vote forelocating the Town
Yard which followed the presentatiofinking
the financial case with a compelling visitor
the future of Andover.

Andover hasiumerousplans in place tonake
progressowardsthe community visionTo be
successful, the Townalso needs broad
communitybased teans to collaborate on
important elements ad develop a coherent
plan of action to implement thelans and the
visionfor Andover

11

A clusterbased economic development
strategycouldbuild on sectors of strengtg it
couldincludeclusters focused othe culture,
arts, entertainment, technology, natural
resaurces, connection to nature, history, or
educational assets throughout the Town.

Clusters can generate business development
through connecting likeninded and related
businesses. Many residents indicated that they
came to Andover foan immediate connection

to nature, vast cultural and educational
amenities, rich local history, familyfriendly
communities andfor the transitconnection to
employment and Boston.A clusterbased
approach can help to incubate the existing
assets in ordeto enhance them.




summary of site visits

FIRST SITE VIEIMARCH 2016

The ANDOVERroject Baminitially visited Andover in MarcB016 The site visit included
tours of two nearby communitiegs Newburyport and Amesburg along with meetings with the

Economic Development Council, representatives of the ShawsReesr Greenway project, and
AndoverTown staffand officials

NEWBURYPORT, MASSACHUSESITE VISIT

The City oNewburyportwassettledin 1635 & LJ- NI 2 F d& y ®nbtbedadliherrt bk y G | G A 3
of the Merrimack Rivenear where it empties intothe Atlantic Ocean. Plum Island, part of
Newburyport is situated on the Atlantic Oceaand offers aunique New Englandeach experience

with vacation homesvailableas shortor long-term rentals.Plum Island is a welinown regional

destination and is a draw for weekend visitors and vacationers dbkentown Newburyport is

vibrant and bustling with visitors shopping, dining, and browsing.

The tour consisted of a brief mereg wih Mayor Donna Holadawyho discussedvhat distinguishes
bS60o0dzZNELI2ZNI QA R2¢eyii26y YR K2g GKS O2YYdzyAde KI
Holadaystated that destination downtowns require @onsistent,concertedcommunity effort to

achieve excénce The Team alsomet with representatives of the Newburyport Chamber of
Commerce which helped tosolidify the importance ofledicatedstaff in executing a successful
business support program, special events, antiramdingthe City The local Chambestaff act as
ambassadorandas a liaison between the business community andGitg.

Downtown Newburyporthas a historic New Englandoastalcharm and a variety ofestaurants,
shops, andactivitiesfor visitors that sustain aultiple dayexperience Newburyport highlights:

1 An attractive mix of businesses 1 Pedestrian friendlgpaces

1 Passive and active spaces for children 1 Easily identifiable\ailableparking
including an ice skating rink 1 Restaurants andpecialty boutiques

1 Identifiable wayfindingsignage 1 Cleanliness

1 Public gathering spase 1 Charming storefrontignage

1 Reuse of historic structures 1 Waterfeatures and activities

1 Ample public art 9 Tours and excursions for visitors

- Signage in downtowhewburyportis used to orient visitors, to atérct

shoppers and to inform. TheTeam observed perpendicular signage
fadng the street to allow shops to be identified from a distance.
Sandwich board signs and otherhimsicaland signagealso enhanced

the Downtowncorridor.

| The Team observed ample publ seating throughoutNewburyport
includng benches along the Merrimack Rivir peoplewatching or
relaxingwhile enjoying a tasty treat from a local shog:he Gty built a
market squaregathering place by rerouting traffic ardeatingan open
spaced of dz  yhatas@eéll-integrated into downtown andppears to
be an ideal place for festivals, music, addNB I G A y.3 a LI I OS¢
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Newburyport utilized ample ayfindingto highlight
important amenities andplaces of interest. This
signage was helpful to newsitors, especially in the
case of the directory of downtown shops. The
directory is also helpful to shop ownersas it
encourags visitors totake ashort walk that they
otherwise mght not haveconsidered.

The mix of businessesd experiences downtown
Newburyport is key to their success. aMing
complementary businesses ensaitbat visitorscan
enjoy their experience while shopping and dining. [In
downtown Newburyport visitors carwalk the river
trail, shopvisitPlum Islandpr enjoy an event atite
theater. Oneimportant aspect of the business mix
for Newburyport is that it felt authentic to th€A G & Q &
character and evocative of the New England coastal

town experience.

Thetour of Newburyportincluded an example of an adaptive reuse of a histéirehouse. This space
was renovatedasa smallperformancetheater for event anddisplayingart just off downtown with a
river view. Theoriginal historic cheacter was preservedvhile this new community amenity offers a
cultural anchor The theateris a great example of the importance of diversifying the downtown
experience in order to provida variety ofactivities at variougimes of day.

Newburyport, MA Historic Firehows Reuse
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